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THE  LOOMDHICo  OF  HkTi  PAI 

Al<iin  C.  r.nthown 

The  rtooMMndatlona  of  th«  tpoeial  i^partoant  of  D«fan»«  eoanittoa 
on  Killtazy  p&j,  haad^d  bj  Rilph  T*  Cordinar  of  Gonaral  Elactric,  hava 
hoan  praaantad  raoantigr  to  SaerataxT  WlAaon^  to  tha  Fraaidant  and  to 
tba  Congraaa*  ilthon^  thaj  ara  baaad  upon  an  axtanalra  and  datailad 
raalaw  of  tha  whola  oilitarj  pagr  atruotujra«  thaj  aabodj  thraa  rathar 
almpla  idaaa»  Pirat,  thr  Coaaitt«a  racooaMnda  a  aalarj  inoraaaa  in 
all  gradaa,  with  tha  largaat  incraaaaa  going  to  tha  highar  offieara. 

For  axaapla,  tha  wonthlj  pagr  of  a  Coaaandar  on  activa  dutj  now  bagina 
at  ^74  and  riaaa  to  $670  aftar  twantj-aix  jaara  of  aanrloOf  whlla  ondar 
tha  nav  plan  it  would  bagin  at  a710  and  riaa  to  a  ■lawi.a—  of  $340 
aftar  aix  jaara  in  grada.  Tha  raaaon  for  an  orax^all  inoraaaa  ahould 
bo  obrioua.  Tha  highar  ranks  ara  farorad  in  ordar  to  offaat  partiallj 
tha  eoaprasaion  in  aalarj  aoalas  whioh  haa  taksn  plaoa  orar  tha  past 
half  oantury. 

Saoondlj,  tha  Conittaa  raconaanda  a  sharp  dacraaaa  in  tha  artant 

to  whioh  longaritj  af facta  salarj.  At  tha  prasant  tljoa,  longaritj 

oontinifeaa  to  inoraaaa  aamings.  In  oona  caaas,  up  to  thirtj  jaara  of 

aanrioai  undar  tha  Cordinar  plan,  onlj  longavitj  in  grada  ia  ralavant 

» 

and  this  up  to  a  naTlaiw  of  six  jaars.  In  tha  caaa  of  tha  Conaandar 
on  aotira  dutj,  sal irj  can  incraaaa  as  niuoh  aa  bj  42  par  cant  oaralj 

* 

Thara  is  but  ona  axcaption  to  this*  Faj  in  tha  propoaad  now 
grada  has  a  final  inoraaaa  upon  con^ilstion  of  tha  alghth  jaar  in 
grada. 
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iMoauM  of  longovitj.  Under  the  new  prcposal,  the  iMudroi  InoreaM  for 
7«ert  in  grade  la  about  18  per  cent,  i^inallj,  bf  eetabliaheMnt  of 
extra  grade#  and  "lurofieienoy  peor«"  the  plan  oakee  it  posaible  to  offer 
greater  pej  to  thoee  enliated  aen  idhoee  eenrioee  are  partioularlj  in 
demand.  In  effeot,  thia  wmLd  laean  the  oroation  of  aalary  dlffarentiale 
favoring  the  highly  trained  technioiane. 

The  reaction  to  the  Cordiner  propoaala  haa  been  nixed.  The  Axt- 
Navy-iir  Force  Journal  enthuaiaetioally  deaoi*ibed  thee  aa  "refreahing •" 
Koet  iir  Korea  offioera  etronglj  axipport  them.  On  the  other  hand,  the 
hew  York  Tiaea  haa  been  heeitant.  'There  ia  no  panacea  for  all  a\eoh 
probleea,"  it  editorialiaed.  The  plan  raieee  "a  budgetary  problaa,"  and 
"wnj  sort  of  differential  in  eoepeneation  alwaife  raieea...a  problea  of 
■orale."  In  the  Congreat,  the  plan  hae  had  the  adafortane  of  ooinoiding 
in  ite  arrival  with  a  record  paaoetiae  badget.  The  eetiaated  initial 
ooft  of  five  or  aix  hxnlred  million  dollara  haa  not  endeared  the  propoaal 
to  thoee  who  believe  that  federal  epending  ia  already  too  high. 

The  moat  eloqaent  attack  on  the  phxloeophy  of  the  Cordiner  plan 
which  I  have  enooantered  appeared  in  the  Deoeaber  19^6  iaaae  of  the 
LcgggglV\M»  In  an  airticla  entitled  The  Operatora,"  Chief  Qamrteraaeter 
minima  T.  Stanley,  U.S.N^,  ojritiolaed  the  principle  of  aalary  differen- 
tiale  favoring'  technioal  epeoialiate  over  those  who  operate  the  equipment 
on  the  grourvl  that  it  ia  the  latter  who  bear  the  responaibilitjr.  "i 
mistake  by  an  operator  can... make  all  for  naught  the  efforts  of  hia 
fellow  ahipauitea  on  the  teaa,"  whereae  "the  technician  cannot  lose  a 
battle  by  a  poor  deoiaion."  Quartennaater  Stanley  presents  hie  case  aa 
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a  Mttar  of  prlnoipXo.  Ho  ohooMo  not  to  oonoidor  tho  quantitAtlTO 
dotaila  of  tho  Cordlotr  raeoMandatiotoa.  Indaad,  ha  la  wlaa  in  this 
for  it  wmld  bo  oxtroMl/  diffioolt  to  datonilna  a  priori  j«ot  how 
graat  tba  difforaotiailj  aboold  ba*  To  do  thia  ona  would  Kara  to 
anawar  aoaa  hjpothatieal  qoaatiooa  baginning  with  tha  olaaaa  **what 
would  happan  if**«T**  But  tha  prinoipla  of  wbathar  or  not  thara  ahould 
ba  salary  d  if  fa  rant!  ala »  and  for  wtwtt,  oan  ba  diaouaaad  indapandantljr 
of  tha  quantitatiaa  iaauaa,  and  it  ia  on  this  point  that  I  shall  Join 
in  tha  dabata* 


Thara  ara  aaTaxad  points  of  viav  from  which  ona  aight  analyua  tha 
salary  diffarantial  quastion  and  tha  conolualona  raachod  fron.  ona  riaw- 
point  may  diffar  froai  thoaa  raachad  from  anothar.  In  making  a  final 
Judgnwntf  it  may  wall  ba  daairabla  to  work  out  a  coraprondaa  batwaan 
awN  of  thorn.  Quartantaatar  3tanlay  has  ehoaan  to  axpraas  tho  spaoial 
point  of  viaw  of  tha  oparator.  In  oontraat,  I  ahall  prooaad  froii  tha 
point  of  riaw  of  tba  taxpayar  and  tha  aconondst.  Proa  thia  atanipoint, 
ona  oritarlon  for  ailitary  pay  ia  of  pradoodnant  Importanoat  within  a 


gj^mlliUrr  twdifW 


bt_Jht^aan  in 


A.mg  M 


of  tha  ■iiltarr  faUblialwapt. 


Bafora  diaeuaaing  the  prinoiploa  at  laaua,  I  would  like  to  daaoriba 


the  factual  baokground  of  tho  dabata.  Though  I  am  oartain  that  thara 
will  ba  little  diaagraaaant  oror  thaaa  facta,  I  believe  that  it  ie 
important  to  aaphaaiua  them  hare  baoaoaa  they  aaam  to  have  bean  ovar- 
lookad  in  moat  of  tha  diacuasion  of  thia  problem.  First  of  all,  salary 
diffarantiala  do  already  axiat.  Tba  captain  is  paid  more  than  tha 
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gmamr^t  aat*.  TtM  J.g.  with  fOfttrt««n  ytn  of  Mnrle« 

r«e«iT»t  ormr  half  a(aia  m  aush  pagr  aa  tha  baginning  j*g.  In  fact  ha 
racalTta  aubataniiallj  aora  than  do  aoaa  full  liantananta*  Carrlar 
pllota  and  aabaMrinara  raoaira  iaor«  tdian  thair  claaaaataa  who  raaain 
aahora.  I  aaphaaiaa  thia  wall-known  fact  baoaaaa  It  la  tha  baaia  for 
aajlng  that  tha  raal  laawa  la  not  ahould  b«  aalarj  diffar^ 

antiala,  aincc  tba7  alraady  axiat,  but  rathar  to  lAcai  aho«Li  highar 
aalariaa  ba  paid. 

Sacondlj,  a  aarioua  raanliatoant  problaa  axLata  in  all  of  tha  aanrioaa. 
If  tha  original  raoruitmant  problan  la  omoh  laaa  eritieal,  it  ia  auraljr 
in  larga  part  bacaoaa  of  aalaotiva  aarrica.  Howavar,  in  tha  Navy,  tha 
raanliatoant  z*ata  for  man  cotnplating  thair  first  four  yaar  anliataant 
ia  onl/  about  tan  par  cant.  Naarlgr  two-thirda  of  tha  aidiatad  man  on 
aotira  dut/  in  the  !Javx  have  aaen  laas  than  four  yaan  of  aarvlca.  In 
aona  akills,  tha  raanliatoant  rata  ia  conaldarablj  balow  tha  avaruga. 

For  radar  patty  officart,  for  axaupla,  it  is  about  ona  in  aight.  For 
firat  cruiaa  nan  in  thia  rating,  it  la  laaa  than  ona  in  aiztaan.  Tha  Air 
Porca  and  tha  Aragr  art  haring  aiuilar  axparlanoaa.  A  boad>ing  ayataa 
rapairaian  ooata  tha  Air  Foroa  ^22,500  durlag  hia  flz*at  four  yaara  of 
aanrioa.  In  axohanga,  tha  Air  Fore#  re  “aivaa  froa  his  a  yaar  and  a 
half  of  produotiva  duty.  Nina  out  of  tan  of  thaaa  uan  ratum  to  oirilian 
life  afta>/  thair  firat  anliatoant.  Orar  tha  paat  four  juara,  only  ona 
radar  rapairaan  has  raturoad  for  a  aaoond  anliatsont  for  arary  two 
hundrad  tha  Ar^  has  trainad.  Thaaa  data  illuatrata  isportant  aapaot 
of  Um  problaa  i  Tha  raanllataant  rate  ia  nazliodly  lowor  ■wng  aan  with 
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•xptnslT*  trminlng  U:  t«ahnicAl  akillc. 

Tha  third  fact  Mhioh  ahouli  b«  araphaaiaad  ia  that  hirJtar  pay  tfovild 
incraaaa  thg  reanliataant  ra\>a«  Thia  atataaant  haa  a  hTPothatical 
q[ualit/  ^ich  tha  firat  two  atataasnta  do  not  hara*  Ravarthalaaa,  both 
logic  and  azparlanoa  aupport  It.  If  wa  confront  tha  mmn  in  aooa  catagory 
with  a  aobatantial  inoraaaa  in  aaminga,  it  ia  hl<3hl/  probabla,  othar 
thinga  baing  aqmal,  that  aoraa  of  thaa  who  wara  planning  to  laara  tha 
aanrloa  vill  ohanga  thair  ninda.  Thia  ia,  of  ooaraa,  a  atatiatioal 
atataMot,  and  tbara  will  natoralij  ba  indiridual  axoaptiona.  In  hia 
taatizaooj  bafora  tha  Ojnington  Coaoittaa,  Captain  Oarld  L.  Maj*tinaau 
of  tha  Buraatt  of  Raraonnal  choaa,  in  analjaing  "tha  factors  causing 
tha  loss  of  akillad  pamoocMl,"  to  oantion  first  '^tha  lura  of  battar  pMj 
in  tha  eirilian  aoonoigr:"  and  in  diaouaaing  tha  principal  raaadial 
aotiona,  ha  ohoaa  to  a^>haaiaa  tha  raanliatoant  bonua  law  of  195^  as  an 
iaportant  contributor  to  tha  iaprovaisarit  in  raanliatmant  rata  a  ovar 
thair  Iforaabar  1954  lows. 


Thia  is  not  to  s^  that  pagr  is  tha  anPy  factor,  or  avan  tha  Boat 
ioportant  ona,  affecting  tha  r^nliatmant  rata.  Far  from  it.  Patriotian 
azal  a  dasira  to  aanra,  a  aanaa  of  purpoaa  and  balongin^;,  and  a  faaling 
of  prida  in  aaobarahip  in  an  outstanding  organisation  ara  of  graat  impor- 
txnca.  In  tha  words  of  tha  Cox*dinar  zBpoirt,  "Without  basic  patriotism 
on  tha  part  of  its  aaiibara  thara  can  b«  no  Aroad  Foroaa."  But  thaaa 
oonaldarationa  shoald  not  ba  panaittad  to  cloud  tha  fact  that  talaris  a 
ara  iaportant.  Aftar  all,  othar  profaasions  haas  Uiair  laoral  coopanaationa 


a 

Thaaa  data  ara  takan  froai  tha  tastlBonj  of  aanrloa  rapraaantatlTas 
bafora  tha  S/Bington  Conlttaa  and  thaj  rafar  to  tha  pariod  anding  Juna  1956. 
Mora  raoont  inforBstioo  doaa  not  indicata  that  anj  atajor  inproraBants  ara 
taking  plaoa. 
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too  (ooiuid«rf  for  oxiplo,  to  aching  and  nodiolno),  and  a  van  tha  noat 
doTOiod  of  Hav7  nan  hnra  faHiliaa  to  food,  elotho^  and  oduoato*  Tha 
lapertant  faatora  of  pwj  and  atiboidiair  bonafits  is  that  onliks  tha 
patriotisa  and  davotion  of  Nav7  aan,  thav  can  ba  incraaaod  aabatAnti^^ly 
by  lagialativa  action*  Thus  paj  and  aubaidiarj  banafita  ara  partioalarlj 
worth  talking  aboat  with  raspaot  to  tha  raonlistaant  problaa. 

I  wish  to  dwall  on  this  point  a  bit  longar  baoaaao  it  aaaaa  to 
giva  riao  to  to  manjr  aiaooncaptiona.  For  oxaapla,  tha  sonrieaa  have  baan 
aalng  quastionnairaa  aaong  anlistad  aan  who  hava  daeidad  not  to  raanlist 
in  an  attaapt  to  avaluata  tha  rslativa  laportanoa  of  various  factors 
affacting  thair  daoiaion.  Tha  aan  art  askad  to  rank  a  liat  of  factors 
in  ordar  of  iaportanea.  Flans  to  go  to  school,  dislike  of  odlitarjr  life 
and  dialika  of  station  asaignmantt  tTpicallj  ara  rcikad  ahead  of  paj* 

Proa  this  it  has  baan  oonoladad  that  psT*  ia  not  an  isiportant  eanaa  of 
tha  raanlistaant  problaa  and  hanca  that  wa  ouat  look  alsawhara  for  a 
solotion.  TMs  oonclosion  ia  inoorract.  Although  tha  othar  factors  mjgr 
ba  jjiport  to  anlistad  aan,  paj  esn  ba  osad  to  off  sat  tham.  Although 
there  is  VS17  littla  that  osn  ba  dona  to  aaka  nilitanr  llfa  mors  palatabla 
to  a  nan  who  dislikas  it,  thara  ara  siapla  ani  obvious  wagrs  af  Inoraaaing 
his  psQT. 

This  it  ralstad  to  another  fraquant  mi  a  con  caption.  Tha  fact  that 
aoM  nan  Itava  tha  aarvlca  avai;  though  thaj  can  a  am  no  mora  than  thair 
adlitary  paj  in  civilian  Ufa  is  often  used  aa  avidanca  that  pax  is 
irralavant.  This  notion  is  wrong.  It  is  basau  upon  tha  incorrect 
assumption  that  given  equal  incoos,  most  man  would  prafer  tha  nilitarx 
to  oirilian  llfa.  In  fact,  tha  avidanca  does  not  implj  uhat  a  pax  incraaaa 


F-1051 

4-2-57 

-7- 

ytomld  EMt  Intp  tuny  Bort  of  tho*4  atn  in  tho  oonricos*  ConaUvring 
tho  addod  dnunda  and  inoonranianoa  of  military  lift,  it  would  not  ba 
at  all  aurpriaing  to  find  that  it  ia  oaoaaaary  to  offar  aanj  nan  nora 
pigr  than  thaj  oouli  aam  aa  oiriliana  in  ordar  to  attract  anou^h  of 
thaa«  Thia  ia  partioularly  trua  now  that  auoh  larga  atanding  forcaa 
■uat  ba  naintainad,  Alao  it  ahould  ba  aaiphaaiiad  that  thoaa  nan  whoaa 
daoiaion  whathar  or  not  to  ranain  in  tha  aarvloa  ia  affaetad  bgr  aalary 
ax^  no  laaa  worthy,  no  laaa  raloabla,  or  aran  naoaaaarilj  laaa  darotad 
to  tha  aarrioa  than  thoaa  who  ranain* 

finally,  wa  ahould  raoall  that  thara  ajna  diffarancaa  in  aupply  and 
daaand  eonditiona  in  diffarant  oatagorias  of  manpowar*  Tha  iapor- 
tant  point  waa  nada  by  Captain  Martinaau:  **>(081  of  our  highly  akiUad 
taohnioal  paraonnal  in  all  rutirga  ara  in  haavy  daaand  by  induatry* 
Conaaquantly,  it  haa  baan  difficult  to  ratain  thasa  man  in  aufficiant 
naubars*"  In  othar  worda,  tha  Navy  ia  axparlancing  a  ahortaga  of 
tachnioiana  baoauaa  thaaa  nan  can  find  a  nora  attractiva  ooiabination  of 
aaminga  and  working  eonditiona  in  iniuatry.  On  tha  othar  hani,  thara 
ia  no  particular  abortaga  in  tha  laaa  akiUad  araaa* 

kfithin  thia  factual  fraaawork,  wa  may  now  aak  ouraalvas  upon  what 
parinoiplaa  ahould  aalary  diffarantiala  ba  baaad.  Quartarmaatar  3tanlay 
arguaa  that  tha  oparatora  who  baar  tha  rasponaibility  ahould  ba  ranuaaratad 
aa  wall  aa  ara  tha  taohniciana*  But  tha  anotnt  of  raaponaibility,  though 
ralarant,  ia  not  a  aufflciant  critarion*  For  axanpla,  in  combat  thara 
ara  nuny  Ban  on  a  ahip  who  hava  it  within  thair  powar  to  coaait  an  arror 
whioh  Bight  oauaa  tha  loaa  of  tha  ahip*  Can  wa  tbarafora  ooncludt  that 
tha  radar  oparator  ahould  ba  paid  at  tha  aaaa  rato  aa  tha  captain? 
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liAut  about  patrlotiaa  or  daTotion  to  dutj?  Howvar  ooc— ndoblo  thay 
art,  it  it  difficult  to  how  wt  oan  roward  thaa  axotpi  insofar  as 
thay  affaet  actual  parforuanoa.  Parhapa  rankT  But  to  euggast  rank  ia 
tc)  bag  tha  quastion,  for  it  rauaina  to  ba  dataruinai  to  whoa  should  ba 
giTsn  tha  highar  ranks*  Should  pay  ba  ralatad  to  longayltyV  It  la 
difficult  to  mdaratazid  wt^  uara  tanura  should  antitla  a  uan  to  gxuatar 
rawarda  indapandantlj  of  his  af forts*  Of  eoursa.  Insofar  as  graatar 
axpax*lanoa  ranis rs  a  nan  abla  to  parfom  hia  dutias  battar  it  would  saam 
to  ba  rtla^ant  to  tha  aan*o  samings*  But  than  it  is  tha  parforaanca 
and  not  tha  longarity  which  should  ba  rawnrdad*  ill  of  thasa  ccnaidar- 
ations  ara  ralarant,  but  thay  fail  in  thansalyaa  to  prorida  sufficient 
oritaris  for  the  datandning  of  salary  scales* 

Why  do  those  parinoiplao  foil?  They  fall  for  lack  of  an  objsotiva* 
Suxuly  our  goal  should  bs  to  nsxlsdsa  tha  otsj>«11  affactivarvaos  of  tha 
Navy  as  a  fighting  foros,  within  the  lijdtations  of  ths  buigat.  If  tha 
RaTj  ought  to  reward  diffarantially  patrlotim,  responsibility  and 
longarlty,  it  ought  to  do  so  bsoauss  it  will  lead  to  a  oora  affaotira 
foroa,  for  it  is  clear  that  tha  Navy  is  not  in  businsss  oaraly  for  ths 
pui^osa  of  so  rewarding  thasi.  Pmtriotiaa,  rasponsibility  and  longaaity 
and  any  other  factors  which  ws  consider  relevant  to  tha  determination 
of  salaries  uust  ba  ralatad  to  sonw  isiportant  over-all  objaotiva*  Having 
aalaotad  ths  appropz*iata  objective,  we  asy  than  try  to  choose  tha  sat 
of  salary  scales  which  will  do  the  most  to  further  its  achisveBant. 

As  a  taxpayer,  I  think  that  the  pay  structure  shoald  be  chosen  to  uaxi- 
■ise  Naval  sffeotivenaris* 
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Tb*  ■Ilit4r7  btidfvt  it  t  htavj  and  oontlnuing  burdtn  on  tht  toonoi^* 
0«r  position  in  tht  Cold  War  daaandt  that  ovr  aratd  forest  bs  oontimoualjr 
at  psak  sfftotlTsnttt.  Tht  rslationahip  of  ths  pant  tent  ohalltn^  to 
national  •eeiBd.tx  to  our  litdted  rttourcst  aalctt  intfficltnt  uat  of 
the  biadget  a  Ivxoiy  wt  oannot  afford.  Tht  nation  hat  a  rif,ht  to  tht 
btat  military  tttabliahntnt  that  can  bt  bought  with  tht  b^algtt  allocated 
for  that  purpott.  Tht  eitiMna  have  a  right  to  the  best  fighting  force 
obtainable  within  the  limitt  tel  bj  the  Navy  budget^  and  tht  mtnbtrt  of 
the  Navy  thart  that  right. 

This  preteription  atgr  teem  iapraetioal  in  applioation,  but  the 
apptaranot  it  deoeptivt.  Tht  maximiiing  of  Naval  tfftotivtntta  within 
the  lixdtationt  of  the  personnel  budget  hat  very  dtfiniU  logical 
implicationa  for  salary  •oaltt.  First  of  all,  It  is  possible  to  itcidt 
when  salary  toaltt  art  not  at  optiros  Itvela.  For  example,  if  at  present 
ecalet  there  is  an  exoeea  supply  in  acne  category  of  manpower,  t.^^n 
talariee  for  that  category  oould  be  lowered  to  brin<i-’  supply  into  line 
with  re<{ulreaenta  and  the  laoney  saved  could  be  applied  to  the  raisin^' 
of  pay  in  oategoriet  where  there  it  a  greator  need  for  additional  laen. 

In  general,  the  Navy  can  decide  wtiether  tne  payroll  is  being 
divided  in  the  most  effective  way  by  roakin^’  oonceptual  experiments  of 
the  following  sort.  Suppose  that  slightly  lets  wert  offered  for  tlm 
tervlcet  of  men  in  one  category.  Then  fe>4er  of  those  losn  would  remain 
in  the  seznrioe  whence  the  over-sill  offectiveness  of  the  service  would 
decline,  fv.ppoei^  that  the  money  saved  were  offered  to  attract  nore  men 
in  another  category.  If  the  increase  in  ef fectiveneae  which  would  be 
contributed  by  these  additional  men  exceeds  the  decrease  resulting  from 
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th«  lofi  of  aon  in  th«  first  estsgory,  thsn  ths  AxpsriJMnt  Indicatss 
thftt  th«  ovsr-all  •ffsctirsnsss  of  ths  Navy  oould  bs  ljuiprovsd  at  no 
•xtra  coat.  Hanoa,  tha  bvidgat  had  pnrloualjr  not  baan  dividad  in  tha 
■oat  affioiant  wagr*  If»  on  tha  othar  hand»  rapaatad  axparimants  of 
this  sort  indioata  that  no  aooh  iaprovaoant  is  poasibla,  than  it  is  oaf  a 
to  ooncluda  that  tha  paraonnal  bialgat  has  baan  divldad  In  such  a  Mgr  aa 
to  iwaxiioiaa  orar-all  affactiranaaa* 

Motiea  tha  corapariaon  whioh  is  mada.  tfa  think  in  tama  of  only 
tha  few  van  aho  would  ba  loat  bacauaa  of  a  pajT  cut  in  ona  eatagory 

and  tba  faw  who  would  ba  gainad  bj  a  amall  pay  inci^aasa  in  another.  Ma 
conaidar  tha  contribution  toward  oar  objaotira  mada  by  those  last  faw 
man  in  tha  fijrat  category  wa  raiata  it  to  tha  coat  of  retaining 
them  or  tba  savinga  from  ralaaaing  than.  Than  wa  evaluate  tha  improva- 
■ant  in  ovar-all  Naval  affaotivariaaa  wliich  would  raaalt  from  hiring  a  faw 
more  nan  in  t^ia  aacond  category  and  wa  raiata  it  to  tha  coat  jf  buying 
their  aexTioaa.  Finally^  if  tha  contribution  of  tha  extra  aan  in  tha 
aacond  category  is  grsater  in  proportion  to  the  cost  of  hiring  them 
than  ia  tha  oontribution  of  the  last  faw  man  in  tha  firat  category  in 
relation  to  tha  ooat  of  hiring  thea,  than  wa  decide  to  go  ahead  and 
raallooata  tha  monay  accordingly.  Vhan  inprovaaanta  of  thia  aoi*t  ax^  no 
longer  poaaibla,  than  it  muat  ba  tha  case  thAt  tha  oontribution  of  tha 
laat  man  hired  in  each  oatagory  ia  proportional  to  tha  ooat  of  hiring 
him. 

Now  wa  are  able  to  account  for  the  rmlavanoa  of  tha  factors  which 
wai?o  mentioned  earlier.  Raaponaibility  does  influanoa  tha  salAry  attached 
to  a  poaitioD  baoauaa  nan  who  will  taka  on  r^aponaibility  and  make 
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Ijiportant  dvelsionj  makM  a  Major  oontrlbutlon  to  tha  organiaations  thaj 
aarva.  Hanoa,  althovch  auoh  aan  art  ralatiralj  acaroa,  thair  aarvicaa 
ara  in  graat  daaand.  Darotion  to  dutj  haa  ralavanoa  in  that  tha  nan  who 
la  drrotad  to  hia  work  la  apt  to  parform  battar  than  tha  man  who  is 
indlffartnt.  Up  to  a  point,  axparianoa  ia  rala'«'ant  for  lutn  with 
axparianea  in  sobm  Lina  of  work  will  probablj  ba  able  to  oontrlbuta 
Mora  than  tha  aan  who  ia  inaxparianoad.  But  tha  point  I  would  atrasa 
ia  that  thaaa  factors  ara  ralavant  bacauaa  thaj  infloenoa  aupplj  and 
damand  for  produotias  aanrioas  and  it  ia  insofar  as  thay  do  this  that 
thay  halp  to  datarsdna  salarias. 

How  can  thaaa  principlaa  ba  appliad  in  practioa?  Soma  iUuatrations 
will  ba  oaaful.  All  of  lYm  aarvioas  ara  axpairiancin;'  a  sarious  shortage 
of  offiears  in  tha  four  to  fourtaan  yaara*  sarvioa  brackst  aai  a  surplus 
of  Junior  obligatad  offican  with  thraa  yaars  or  lass  of  sarvlca.  Tnua 
it  ahould  ba  claar  than  an  ioprovaznant  in  tha  attractivanass  of  tha 
"siddla  yaara”  in  tha  offioar^s  caraar  and  an  incraasad  aoount  of 
aalaotirity  in  tha  comaiaaionin^,  of  Jiaiior  offiears  would  iir.prova  tha 
owar-all  affactiranasa  of  tha  corps.  Too  nuch  aonay  it  bain^  spant  on 
tha  racruiting  and  training  of  Jurdor  offiears  and  not  enough  is  baing 
apant  on  irxluoing  tham  to  rsinaln  in  tha  sarvina.  As  a  rasult,  a  .^raat 
daal  of  valuablt  talant  and  axparienca  is  lost  to  ths  sarvicss. 

Tbs  axpartanca  of  all  of  tha  earvicaa  with  man  cofapleting  their 
firat  anlistaant  in  fiacal  1956  pz^)▼idaa  an  axcallant  illustration.  Ths 

» 

'-'stinatas  of  tha  aurplusas  and  shortagas  can  ba  found  in  ths 
Cordinar  raport. 
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mn  In  ihia  oAtsgoiy  tx^almd  in  various  sspsots  of  slsotronies  rosnliatod 
at  4hs  rats  of  thirtssn  par  osnt.  Ths  osrrisss  havs  sstiaatsd  that  ths 
optijBia.  rats  ifoa  Um  point  of  visv  of  a  balanosd  foros  (ones  ths  foros 
has  bssn  built  op)  ^  jjd  bs  thirtj-thxus  psr  osnt.  On  ths  othsr  haodf 
slightly  ovsr  a  quartsr  of  ths  first  tsrasrs  in  supporting  ssrvicss 
rssnlistsd  and  this,  in  turn,  was  two  psr  csnt  abovs  ths  optiaua  rats. 
"Supporting  ssnrioss"  inoludss  vshicls  drirsrs,  military  polios  and 
food  ssnrics.  Of  courss,  ths  optixom  ratss  nip>t  tsnd  to  changs  if 
slsctronios  sxpsrts  wars  paid  aors  than  nan  in  ths  supporting  ssrvicss. 
Nsvsrthslass,  it  should  bs  olsar  that  it  would  isprovs  ths  quality  of 
ths  anasd  forcss  if  ths  psrsonnsl  budgst  wars  rsallooatsd  with  Lass 
bsing  paid  to  ths  mn  in  ths  "soft  skills"  and  aors  to  ths  son  in 
slsotronies. 

Again,  should  ths  Nsvy  psy  mors  to  ths  sklllsd  tsohniciansT 
Tbs  oritsrion  is  ths  publio  intsrsst  in  ailitary  effioisnoy.  Mors 
should  bs  paid  bsoanss  mors  tsohnicisns  ars  nssdsd  and  bscauss  it  is 
svldsnt  that  in  ths  facs  of  strong  civilian  dsasnd  for  thsir  ssrvicss 
Bors  most  bs  paid  if  snough  tsohnioians  ars  to  bs  induosd  to  raaaln  in 
ths  ssrvios.  iltsmativsly,  why  should  ths  Navy  pay  lass,  or  at  Isast 
not  psy  mors,  for  «n  in  soft  sklllsT  Bsoauss  mors  than  snoagh  ars 
snlisting  now.  Ths  Navy  doss  not  ns  ad  to  psy  oors.  Thsra  ars  many  mors 
urgsnt  dsJBands  on  ths  nilitary  bulgst  than  for  psy  inersasas  in  catsgoriss 
whsra  thsy  ars  not  nsoassary.  Naturally  it  would  ba  nics  to  pay  thsa 
■ors  as  wall.  But  wa  are  woricing  with  a  liialtsd  budgst,  so  that  if  wa 
pay  ix>ra  than  is  nsoassary  for  sods  ssz^icas,  ws  ars  ux\abls  to  psy  as 
Buch  as  ws  ought  for  othsrs. 
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For  a  final  axai^ila,  m  mj  look  to  tho  A.ir  Foroa*  It  haa  baan 
■antioriad  alraacljr  that  tha  iir  Foroa  apands  about  322,500  on  training’ 
and  aaintaininc  a  boaibinf  ajutaB  rapaircian  during,  hia  flrat  foxar-yaar 
anliatJMnt.  In  axohanga  ha  proridaa  tha  Air  Porca  with  a  /aar  axid  a 
half  of  proiootiva  aarrioaa*  At  tha  and  of  tha  flrat  anliatmant  nirta  out 
of  tan  of  thaaa  aan  ratum  to  oivilian  Ufa*  For  thaaa  tnan  who  do  not 
raanliat,  tha  Air  Forea  paja  $22,500  for  a  jraar  and  a  half  of  produotira 
aarvloaa*  Thia  ia  an  armiul  rata  of  115,000.  If  ona  of  thaaa  nan  wara 
to  raanliat  aa  a  firat  aargaant,  ovar  tha  naxt  foxir  jaars  Mould 
raeaiva  an  annual  baaa  pa/  avara^;..^  about  $2500,  or  a  total  of  110,000. 

If  tha  othar  ooata  to  tha  Air  Foroa  In  aupportirv:  hlr;  for  this  lan-rt'n 
of  tiaia  ara  alaa  about  $10,000,  it  would  ba  worth  four  tin^s  $15,000  less 
110,000  of  pa/  and  v^l0,000  of  othar  coats,  or  140,000  to  this  aarvica  for 
ona  Enra  of  thaaa  nan  to  raanliat.  But  aural/  auch  a  large  raanllatmant 

boraia  would  ba  UDDaosasar/.  Tat  an/  indirldual  bonus  laaa  than  thia  would 

a 

raault  in  a  para  saving'  for  tha  Air  foroa. 

Onoa  again  lat  m»  aaphaaiaa  that  mj  orltarion  ia  tha  pw^lio  intaraat. 

I  do  not  contand  that  taahniciana  ara  intrlnaioall/  nors  dasarrir^,  nora 
dsYotad  or  Bort  talantad  than  tha  losn  who  oparata  tha  roaohinar/. 
arguoant  doaa  not  avan  dapand  upon  tha  avaraga  technician  bain.^  nora  or 
laaa  Ijoportant  to  tha  Nav/  than  tha  avaraga  operator.  I  do  not  place  tha 
aarvioaa  of  the  taohniolan  above  thoaa  of  the  operator."  Rather  I  obsanra 

Of  oooraa  thia  doaa  not  inpl/  that  tha  Air  Force  would  ba  justified 
in  offering  auoh  a  large  bonus.  A  uatoh  smallar  ona  woula  be  aufficient 
for  reenlietaant  raqulramanta  to  be  mat.  Alao,  tha  Air  Foroa  cannot  offer 
a  bonus  to  one  nan  without  offering'  it  to  all  othajra  in  tha  sans  catagor/. 
Thus  it  would  have  to  "waata"  it  on  tha  tan  per  cant  who  would  hare  raanlistaJ 

an/va/*  ftavarthalasa,  tha  statsiaante  in  tha  tart  art  coiract  aa  the/  stand. 
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thAt  at  tha  pr«Mnt  tljM,  tha  Iota  of  ono  aora  aoaroa  alaotroiiioa  axpart 
would  radooa  tha  OTa>>alI  affaetiwaaaaa  of  tha  aarrlca  aora  than  tha  loaa 
of  ona  bo* am* a  aata  and  I  ooneluda  that  tha  NaT7  ahould  ba  wiUin/;  to 
pi^  aora  to  rataln  tha  fonaar  than  to  ratain  tha  lattar.  Aloo,  I  obaaznra 
that  tha  daiiand  and  tha  paj  for  tha  aanrleaa  of  tha  alaetronica  axpart 
in  oiTllian  indmatry  ara  graatar  than  for  tha  aanrleaa  of  a  bo*am*a  aata^ 
vhanea  I  oonoluda  that  tha  Tlary  laiat  paj  mors  for  tha  foraar  than  for 
Uia  latljr. 

A  fraquant  objaction  to  thia  argtaoant  la  that  it  naglacta  tha 
problaa  of  BK>rala.  In  tha  vorda  of  tha  law  York  Tiaaa.  "rnij  aort  of  diffar- 
antial  in  eoaipanaation  always  raiaaa  thia  qttaation."  I  woxild  qvwation 
tha  iaportaaoa  of  tha  objaetion*  Pirat  of  all,  aa  I  hara  polntad  out 
aarliar,  diffarantiala  already  do  axiat  batwaan  tha  aamlnfa  of  mn  of 
tha  aana  rank,  of  tha  ama  a^a  and  of  tha  aaaa  lan^th  of  aanrioa*  Tat  it 
ia  not  apparant  that  thaaa  diffarantiala  hava  daatrojad  tha  aorala  of 
tha  aanrleaa*  'ior  ia  thara  any  raaaon  to  think  that  a  ayataa  of  pay 
inoraaaaa  ravardiag  ampariof*  parforaanca  would  canaa  tajr  r«t  daoraaaa  in 
aanrioa  aorala.  On  tha  oontrary,  It  would  tand  to  iaprova  tha  aorala 
of  Jmat  tha  aan  tha  nation  ahould  warit  to  raward*  Saoondly,  in  araluating 
tha  juatica  of  hia  aamlngt,  Uia  patty  offiear  who  rapaira  radar  is  aa 
likaly  to  aaka  coapariaona  with  tha  aaminga  of  oirilian  alactroniaa 
axparts  as  ha  is  with  tha  samini^a  of,  asy,  a  nan  with  aqual  langth  of 
aanrioa  who  ia  a  cook*  Finally,  a  raaaonabla  intarpmtation  of  tha  "oorala 
problaa"  would  ba  that  it  is  changes  in  salary  lawala  farorlng  diffaront 
paopla  and  not  differanoas  in  th  •  larala  thaaaalvaB  which  night  caura  a 
taaporary  aorala  problaa*  If  thia  ia  oorract,  than,  onoa  tha  now  salary 
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p4tt«rn  la  mil  aatabllah*<l,  thara  la  no  nora  raaaon  to  think  that  tha 
■orala  of  laan  in  '*aoft  akUla"  will  amffar  baov^  thaj  aam  laaa  than 
■an  in  '*hard  akiUa"  Uian  baoauaa  tha/  aam  laaa  than  carriar  pilota. 

Anothar  objaotion  la  that  it  ia  not  posaibla  to  noaasura  tha  extant 
to  whioh  extra  indirldoala  in  diffarant  catagoriaa  aould  contribute 
to  the  orax^all  affaotivanaaa  of  tha  lary.  Granted  that  this  aoula 
raqoira  aoaa  radiraotion  in  tha  Nary*  a  thou^t  on  tha  mat  tar,  and  grar.tad 
that  praoiaion  nay  ba  oat  of  tha  question,  navarthalaaa  it  eartainly 
woold  not  ba  oorraot  to  aay  that  it  ia  imposaible  to  make  acceptable 
eatiaates*  Civilian  amplqjera  in  a  coKpotitiva  situation  generally  manage 
to  evaluate  tha  oontributiona  of  their  emplo  las.  In  aoae  cases,  auoh 
aa  tha  Aircraft  Industry  where  there  la  intense  competition  for  various 
aorta  of  technical  paraonnol,  oompuniea  become  quite  expert  at  caaparia.' 
the  value  of  a  nan* a  aarrloee  vrith  the  coet  of  keeping:  bin.  .‘'urthenaore , 
the  Navy  has  already  an  extenaiva  eyaterc  of  exaninations  arwl  fitness  ra> 
ports.  Tha  fact  that  tha  Navy  is  abla  to  dtcide  what  an  optLmia:  force 
woolo  ba  in  tenu  of  tha  balanoa  between  diffarant  ranks,  agee  and  spac- 
ialtias  iaplias  that  it  alao  can  decide  in  which  categories  of  mai, power 
an  increase  would  contribute  nost  to  over-all  effectivaneas.  In  other 
words,  what  I  am  saying  is  that  the  Navy  can  and  should  apply  sound 
princlplss  of  operations  rssearch  to  personnel  problsms. 

Since  the  occasion  for  this  discussion  Is  tha  appearance  of  tne 
Cordlner  report,  soim  conraent  on  Its  reooacnendations  is  in  ol:^ler.  Although 
the  recoBBoendatlona  eeea  to  ae  to  be  steps  in  the  right  direction,  I 
oannot  defend  or  criticise  thaai  in  a  quantitative  way.  Nevertheless,  in 
principle  they  are  Justified  ty  the  aaailyols  which  I  have  preserved 
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Inaofar  u  th07  r»pr«Mnt  tn  Attempt  to  roAdJuat  A&IA27  acaIaa  in 
aoconlAnoA  tfith  AXipplj  and  dAHAnd  and  produotivltj  conAiderations.  How- 
Avtr,  aa  an  aoonoBiat,  I  would  hart  likad  to  hav«  aaon  mora  ralianoa 
plaoad  upon  a  flaxibla  gyataa  of  reanliataant  bonuaaa.  Ouch  a  sjataa 
would  be  parti cularlgr  daairabla  for  tha  Navj. 

Wban  covparal  to  a  Ajataai  wtiich  plaoaa  aacluaiva  ralianca  on  aalarx 
AcalAAf  a  flaxibla  bonua  a/ataia  la  sean  to  hava  aavarad  dlAtinctiva 
advanta^aa.  Oalary  aoalsB  ara  axcaaaivaljr  rigid.  Tha/  can  ba  altarad 
onlj  raroljr  and  than  with  conaidarabla  affort  on  tha  piirt  of  tha  aanricaa. 

J  t  la  politioally  and  adainlatrativalj  difficult  to  obtain  incraaaad 
appropriationa  for  banaflta  which  ara  not  ijiaaadiatalj’  apparanl*  Turthanaora, 
it  ia  not  an  aaaj  aattar  to  raduca  aalariaa  avan  whan  tha  action  ia 
appI^}priata•  Tha  Corlinar  report  containa  a  "aaringa  olauaa'  apacif}ring 
that  no  individual  is  to  hava  hia  pa^r  cut.  Bonuaaa  on  tha  othar  hand  can 
ba  varlad  to  aaat  supplj  and  daiaarxi  conditiona.  Thia  may  ba  quits  iapor- 
tant.  7or  axaaple,  oonsidardjv’  high  rata  at  which  tha  sarvicas  hiava 
baan  "graduating”  alaetrooioa  axparta  since  World  War  II,  it  would  not  ba 
surprising  to  aaa,  in  a  few  aore  Taara,  a  aatoratad  civilian  damand  for 
■uoh  nan.  At  that  thae,  a  high  aalar/  might  not  ba  naeaasarj  for  rataining 
these  men  in  sufficient  numbers.  It  would  ba  onioh  aaaiar  to  raduca  tha 
relevant  raarilistasnt  bonus  than  tx)  rauuoe  thalr  salary. 

A  possible  advsntaga  of  tha  raanlisUaant  bonus  ia  that  it  might  ba 
able  to  ba  uaec  aalactivalj  to  attract  man  whoaa  performance  has 
baan  superior.  Unfortunately  it  ia  usually  just  these  man  who  are  able 
to  oooaand  tha  beat  salaries  in  industry  aivl  hanca  whoaa  sarvicaa  are 
lost  to  the  Nary.  Tat  another  advantage,  and  this  should  ba  an  attructiTs 
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featur*  fro*  thm  point  of  vlov  of  tho  Navy,  la  that  dlffaroncaa  in  bonuaoa 
tarvl  to  Intarforo  lata  with  tha  chain  of  cooiaand  than  do  iiffarancaa  in 
'  lariaa.  Although  pay  invwraiona  art  fraquant  todigr*  it  ia  undaairabla 
to  hava  aubordinataa  baing  f^aLi  mora  titan  their  tuparlortf  evan  though 
tha  axiganciaa  of  tha  aanpowar  ntarket  mMj  forca  auch  a  ooursa  upon  the 
aanrioao.  Thia  ia  qoita  likaljr  to  ba  tha  oaaa  with  skilled  tachnieiana 
whoaa  poaition  in  tha  chain  of  coosiand  is  graatly  complicated  by  tha 
atrong  daaand  for  thair  aarvicaa.  Alao,  if  changing  salary  scalas  do 
raiaa  a  Morale  problaa,  flexible  bonuaea  night  cause  nuch  lass  of  one, 
aspaoially  if  it  ia  ganarally  recognised  that  bonusaa  are  adjusted  in 
accordance  with  avqpply  and  deaand  conditions. 

The  case  whioh  I  have  nade  for  salary  differentials  has  been  nsde 
froa  t^ie  point  of  view  of  the  public  interest  in  ailitary  sfficisncy* 

One  rjtj  ask  is  it  fair  to  pay  on#  toan  nore  than  anot^iar  if  both  work 
as  hard,  are  aa  patriotic  and  bear  the  sane  risks.  Proride^i  that  both 
■sn  are  given  free  ihoica  and  equal  opportunitiea  and  provided  that 
certain  standards  of  comfort  and  aecurlty  are  met  for  the  nan  earning 
lass,  I  assart  that  it  ia  fair.  Certainly  our  whole  political  and  social 
ayatam  has  bean  erected  on  that  premise  aivl  on  the  position  that  extrema 
inequalities  in  inooiM  distribution  can  be  redreasal  by  progreasive  tax¬ 
ation.  If  tha  xan  oamin,  lase  does  not  ohooaa  to  qualify  for  tie  higher 
paying  grade  ha  has  not  bean  wronged.  If  ha  ia  unable  to  qualify,  than 
it  is  difficult  to  claim  that  his  work  is  of  comparabls  quality.  A  nsn*B 
output  ia  a  product  of  hie  ability  and  his  efforts.  Crsnarally  speaking, 
rewards  are  naedei  to  iniuca  people  to  naka  greater  efforts. 


7b«r«  &r«  thoM  who  would  urgua  th4t  th«  KiiltarsT  Mrvlcwa  ahouli 
b«  •xanpt  fron  tha  infltaanoaa  of  tha  cocapatitivw  aoonoaqr* 
thay  »ej,  '*aho«ll  Um  hangar  iaok  bacoaa  a  sharkatplacat  Do  patrlotiam 
and  davotion  to  dut/  count  for  rumght?**  To  argua  thoa  la  to  ba  un> 
raaliatio  and  to  aiavndaratand  tha  function  of  tha  aiarkatplaea*  Patriotlan 
and  darotion  to  dutj  ara  iaiportant,  but  thay  would  count  for  at  laaat 
aa  aaioh  undar  a  naw  ooapatitlva  aat  of  aalary  acalaa  aa  ttiajr  do  now*  But 
thia  la  baaida  tha  point,  khatbar  or  not  wa  night  wlah  it  otharwiaa, 
tha  Navy  haa  aerioua  ooaipatitian  for  aanpowar*  Thia  coapatition  ia  not 
a  bad  thing.  On  tha  oontrary,  ocatpatition  haa  a  logic  of  ita  own.  It 
ouaqaala  tha  affieiant  uaa  of  raaouroaa.  If  tha  prloa  of  tachnioiana 
ia  rlaing,  it  ia  bacauaa  tha  damand  for  thair  aanricaa  ia  incraaaiAg* 

This  ia  a  aign  for  all  aaiployara  of  tachnioiana  ta  uaa  than  aora  aparlngly. 
Tha  appropriata  baharior  in  a  ooaqpatitiva  situation  ia  affieiant  bahavlor. 
This  in  larga  part  axplaina  tha  auoeaaa  of  our  fraa  antarpriaa  aconoay. 

And  tha  prinoiplaa  upon  whioh  an  affieiant  antarpriaa  oparatae  ara  aa 
applioabla  to  tha  Navy  aa  thaj  ara  to  tha  auto  induatry.  In  an  affieiant 
Navy,  thara  ia  a  plaoa  for  aupply  ani  daaand  on  tha  hangar  daok. 


